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DevOps at the Bank
You work in IT for a bank. More specifically, you are a BA on a team that supports software that enables consumers and businesses to apply to the bank for loans. This is a critically important set of applications for the bank, because a primary source of income for banks is making loans that borrowers then repay with interest. Thus, the loan application process needs to work in a highly reliable and user-friendly manner. Over the past several years, your IT team has utilized a continuous integration development approach coupled with a traditional deployment strategy. This strategy deploys major releases three times per year (every four months). While this traditional deployment approach has been generally successful, your CIO has become increasingly aware that other, competing banks have begun to work hard to deploy features more frequently—in some cases weekly or even daily. The CIO therefore believes that your team needs to move in the direction of DevOps to compete with those banks in deploying new features more frequently. This includes the potential goal of implementing continuous deployment (CD). To that end, the CIO has asked you to assess the most important applications in your team’s application portfolio in terms of the motivations for and feasibility of this goal. The two most important applications are a consumer-focused loan application system and a business-focused loan application system. Key characteristics of those two applications are as follows:
Consumer loan application software: An application for a consumer loan is straight forward, standardized, and simple. It consists of familiar information, such as paystubs, account balances, and credit scores. The consumer can either upload this data or link to it using the bank’s other systems (e.g., loading checking and savings account balances). As such, the key goal of this application is to present a simple and attractive user experience that reduces any difficulties that the consumer may experience in completing the loan application. In a sense, for consumers this loan application software is the loan product. Once loaded, evaluating and approving the consumer loan application is a simple, one-step, and somewhat automated process that all bank loan officers are familiar with and easily understand.
Business loan application software: In contrast to the consumer loan applications, business loan applications may require a highly variable set of information. This is based on the size of the loan, reason for the loan, nature of the business, and so forth. Given this, making business loans requires bank loan officers that have specialized training and who understand how to utilize a series of specialized software-based loan evaluation tools. Further, approving business loans may require multiple steps and different approvers, depending on the factors noted previously. The consequences of making a bad decision on a business loan are often higher than with a consumer loan, because the loan amounts are often higher. Because of these issues, the business loan product is more of a person-to-person experience than the consumer loan product.

1. Evaluate these two software applications in terms of the business value and feasibility of moving to DevOps continuous deployment (CD) using the chart below.  The criteria are described on slide 16-19 (included below). Is one application a better candidate for DevOps CD than the other? Explain your answer. If one of the applications is a less likely candidate for CD, what level of DevOps might be a better choice for it?
	
	Consumer Loan Application Software
	Business Loan Application Software

	Change Management Needs
	
Low change management needs because there aren’t very many aspects of the consumer application process that change. Most changes concern security, user experience, maybe minor regulatory changes, etc., but these are not extremely complicated.

	
Potentially high management needs because of all of the different requirements that a bank could have for each individual business applying for a loan, in addition to greater regulatory hurdles.

	Software as Key Enabler
	
Yes, because the software is the primary gateway to being considered for and receiving a consumer loan.




	
No, because the software is mostly just a collection medium for the varying documents a business might need to submit for loan consideration. The application process is otherwise very human-involved.



The consumer loan application software is clearly a better candidate for DevOps CD than the business loan application software because it has relatively low change management needs and functions as the main way consumers can submit loan applications.
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DevOps as an Option in the Age of Options

Is DevOps always the right goal? Consider:
* “Low Change Management” environments compatible with DevOps:
o Simple-to-use application
o Culturally common functionality
o Low risk
+ “High Change Management” environments where DevOps is more challenging:
o Complex functionality
o High user training needs and P&P updates
o Complex data prep
+ “Software as Key Enabler” environments where DevOps is highly valuable
o Application may not be the product being sold (i.e., licensing a payroll system)
o But key to attracting and enabling consumers to product or service

o E.g., Facebook, Amazon, Google, Nefflix
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